FTSE 100 boards. 87.5% men. 12.5% women.
During the course of this review some people told us that the only way we could make real change in increasing the number of women on boards was by introducing quotas. They said that other routes have already been tried, but women still remain a small minority on UK boards. Many other people told us that quotas would not be their preferred option as they did not want to see tokenism prevail. On balance the decision has been made not to recommend quotas. Government must reserve the right to introduce more prescriptive alternatives if the recommended business-led approach does not achieve significant change.
Lord Davies of Abersoch, CBE
In 2010 women made up only 12.5% of the members of the corporate boards of FTSE 100 companies. This was up from 9.4% in 2004. But the rate of increase is too slow.
The business case for increasing the number of women on corporate boards is clear. Women are successful at university and in their early careers, but attrition rates increase as they progress through an organisation. When women are so under-represented on corporate boards, companies are missing out, as they are unable to draw from the widest possible range of talent. Evidence suggests that companies with a strong female representation at board and top management level perform better than those without 1 and that gender-diverse boards have a positive impact on performance. 2 It is clear that boards make better decisions where a range of voices, drawing on different life experiences, can be heard. That mix of voices must include women.
The importance of improving the gender balance of corporate boards is increasingly recognised across the world. Some countries, including France and Italy, are considering significant action and some, including Norway, Spain and Australia, have made significant steps already.
A report by the Equality and Human Rights Commission (2008) suggested that at the current rate of change it will take more than 70 years to achieve gender-balanced boardrooms in the UK's largest 100 companies. This pace of change is not good enough. Through our extensive consultations we have found that there are a number of reasons for women's low representation on boards, many well researched and familiar.
Part of the challenge is around supply -the corporate pipeline. Fewer women than men are coming through to the top level of organisations. Part of the challenge is around demand. There are women in the UK more than capable of serving on boards who are not currently getting those roles.
If these challenges are to be met, then Chairmen and Chief Executives of UK companies need to take action, supported by others in the corporate world, including investors and executive search firms. Government must also play a supporting role.
1. All Chairmen of FTSE 350 companies should set out the percentage of women they aim to have on their boards in 2013 and 2015. FTSE 100 boards should aim for a minimum of 25% female representation by 2015 and we expect that many will achieve a higher figure.
Chairmen should announce their aspirational goals within the next six months (by September 2011). Also we expect all Chief Executives to review the percentage of women they aim to have on their Executive Committees in 2013 and 2015.
2. Quoted companies should be required to disclose each year the proportion of women on the board, women in Senior Executive positions and female employees in the whole organisation.
The Financial Reporting Council should amend the UK Corporate
Governance Code to require listed companies to establish a policy concerning boardroom diversity, including measurable objectives for implementing the policy, and disclose annually a summary of the policy and the progress made in achieving the objectives.
4. Companies should report on the matters in recommendations 1, 2 and 3 in their 2012 Corporate Governance Statement whether or not the underlying regulatory changes are in place. In addition, Chairmen will be encouraged to sign a charter supporting the recommendations.
5. In line with the UK Corporate Governance Code provision B2.4 "A separate section of the annual report should describe the work of the nomination committee, including the process it has used in relation to board appointments". Chairmen should disclose meaningful information about the company's appointment process and how it addresses diversity in the company's annual report including a description of the search and nominations process.
6. Investors play a critical role in engaging with company boards. Therefore investors should pay close attention to recommendations 1-5 when considering company reporting and appointments to the board.
7. We encourage companies periodically to advertise non-executive board positions to encourage greater diversity in applications. 8 . Executive search firms should draw up a Voluntary Code of Conduct addressing gender diversity and best practice which covers the relevant search criteria and processes relating to FTSE 350 board level appointments. 9 . In order to achieve these recommendations, recognition and development of two different populations of women who are well-qualified to be appointed to UK boards needs to be considered:
• Executives from within the corporate sector, for whom there are many different training and mentoring opportunities; and
• Women from outside the corporate mainstream, including entrepreneurs, academics, civil servants and senior women with professional service backgrounds, for whom there are many fewer opportunities to take up corporate board positions.
A combination of entrepreneurs, existing providers and individuals needs to come together to consolidate and improve the provision of training and development for potential board members.
10. This steering board will meet every six months to consider progress against these measures and will report annually with an assessment of whether sufficient progress is being made.
Concerned about the slow rate of progress, the incoming UK Government pledged in the Coalition Government Agreement to "look to promote gender equality on the boards of listed companies". As a first step Edward Davey, the Business Minister and Lynne Featherstone, the Minister for Women, invited Lord Davies of Abersoch to undertake a review of the current situation, to identify the barriers preventing more women reaching the boardroom and to make recommendations regarding what government and business could do to increase the proportion of women on corporate boards.
This review examines the current situation, using the number of women on FTSE 350 corporate boards as a starting point, considers the business case for having gender-diverse boards and then sets out some recommendations for achieving urgent change.
In September 2010 Lord Davies began consulting with a wide range of stakeholders, interested parties and commentators including senior business figures, women business leaders, entrepreneurs, executive search firms, investors, women's networks and women who are just below senior executive level. In addition an online call for evidence elicited a total of 2,654 responses. An analysis of this evidence can be found at Annex C.
Lord Davies was supported by a steering board made up of experts drawn from the business world and academia. Details of the steering board can be found at Annex D.
The European Commission is also debating what measures might be taken to bring about gender parity within boardrooms. The evidence they are considering aligns closely with that received by the Women on Boards steering board.
More women on the board -why does it matter?
The issues debated here are as much about improving business performance as about promoting equal opportunities for women. There is a strong business case for balanced boards. Inclusive and diverse boards are more likely to be effective boards, better able to understand their customers and stakeholders and to benefit from fresh perspectives, new ideas, vigorous challenge and broad experience. This in turn leads to better decision making.
This business case is backed by a growing body of evidence. Research has shown that strong stock market growth among European companies is most likely to occur where there is a higher proportion of women in senior management teams. 3 Companies with more women on their boards were found to outperform their rivals with a 42% higher return in sales, 66% higher return on invested capital and 53% higher return on equity. 4
Despite this evidence, women are under-represented on the company boards of UK plc. In 2009 only 12.2% of directors of FTSE 100 companies were women, and on the boards of FTSE 250 companies the proportion was just 7.3%. 5 By 2010 these figures had moved to 12.5% for FTSE 100 and 7.8% of FTSE 250.
The pace of change remains too slow, despite a range of initiatives aimed at training, mentoring and supporting women to be "board ready", and projects undertaken by companies to address organisational issues such as unconscious bias. This is not just a gender numbers game. It is about the richness of the board as a whole, the combined contribution of a group of people with different skills and perspectives to offer, different experiences, backgrounds and life styles and who together are more able to consider issues in a rounded, holistic way and offer an attention to detail not seen on all male boards which often think the same way, and sometimes make poor decisions. 6
Of course a key factor driving boards is profitability and return to shareholders. A range of research illustrates the positive impact that women's contribution to the boardroom can make to the bottom line of the company's finances, and positively associates gender-diverse boards with improved performance. Better decision-making is assumed to occur as a result of directors having a range of experiences and backgrounds. Women take their non-executive director roles more seriously, preparing more conscientiously for meetings. 8 Women ask the awkward questions more often, decisions are less likely to be nodded through and so are likely to be better.
Boards are often criticised for having similar board members, with similar backgrounds, education and networks. Such homogeneity among directors is more likely to produce 'group-think'. 9 Women bring different perspectives and voices to the table, to the debate and to the decisions. 10 Studies, stemming from Solomon Asch's original work on conformity to majority opinion, have shown that three women are required to change boardroom dynamics, 11 allowing them to become more vocal and their voices to be heard. Further studies have shown that the environment for women in senior roles improves once about a third of leaders at that level are female, and that a' critical mass' of 30% or more women at board level or in senior management produces the best financial results. 12 A more recent non-academic study conducted by an asset management firm in the UK looked at those companies with a threshold of at least 20% female representation across FTSE-listed boards. They found that operational and share price performance was significantly higher at one and three year averages for those companies with women making up over 20% of board members than those with lower female representation. 13 The correlation between strong business performance and women's participation in management is striking. Studies have shown that where governance is weak, female directors exercise strong oversight, can have a "positive, value-relevant impact" on the company, and that a gender-balanced board is more likely to pay attention to managing and controlling risk. 14 A Leeds University Business School study showed that having at least one female director on the board appears to cut a company's chances of going bust by 20% and that having two or three female directors lowered the chances of bankruptcy even further. 15 In the UK, since the economic crisis, there has been much public debate concerning gender differences in risk preferences and behaviours. There are acknowledged gender differences in attitudes towards indebtedness and debt management. Another recent study considered the proportion of female directors in UK company bankruptcies and failures over the past decade, with a particular focus on the period of the recent economic recession 2007-9 when there was a significant increase in insolvencies.
There is a negative association between female directors and insolvency risk -gender balance reduces risk. 16 This negative correlation appears to hold good, irrespective of size, sector and ownership, for established companies as well as for newly incorporated companies.
Accessing the widest talent pool -using the skills of all
Around the world, women have become the new majority in the highly qualified talent pool. In Europe and the USA, women account for approximately six out of every ten university graduates and in the UK women represent almost half of the labour force. 17 These are trends that British business cannot ignore. The failure of any business or economy to maximise the talents of all its people will result in belowpar performance. Tapping into the under-utilised pool of female talent at board level is vital if British companies are to remain competitive and respond to rapidly changing expectations and market demands. British corporate competitiveness is at stake.
Being more responsive to the market
Women now form 51% of the UK population and 46% of the economically active workforce. They are estimated to be responsible for about 70% of household purchasing decisions and to hold almost half of the UK's wealth. 19 Having women on boards, who in many cases would represent the users and customers of the companies' products, could improve understanding of customer needs, leading to more informed decision making.
And so it is not surprising that the companies in the UK with the highest number of women on their boards are consumer-facing industries, while those with the lowest are the heavy industrial companies. 20 A survey of 543 UK plcs identified an above average prevalence of women in the retail, utilities, media and banking sectors. 21 Their evidence suggests that board diversity is more a result of the interest of Chairmen in having board members who understand the companies' consumers than a reaction to the number of women in a company's wider workforce.
Achieving better corporate governance
A Canadian study entitled 'Not just the right thing, but the bright thing', looking at public, not-for-profit and private boards, found that boards with three or more women on them showed very different governance behaviours to those with all-male boards. 22 The more gender-balanced boards were more likely to identify criteria for measuring strategy, monitor its implementation, follow conflict of interest guidelines and adhere to a code of conduct. They were more likely to ensure better communication and focus on additional non-financial performance measures, such as employee and customer satisfaction, diversity and corporate social responsibility. They were also more likely to have new director induction programmes and closer monitoring of board accountability and authority.
UK FTSE 100 companies with more women on their boards adopted the governance recommendations from the Higgs Review earlier than those without. In particular they focused on: better succession planning and the use of external search consultants; new director induction and training; audit and balance of the whole board's skills, knowledge and experience; and regular reviews of board performance. The picture today
Since 1999 the Female FTSE Index Report produced by Cranfield School of Management has provided an annual benchmark of the number of women directors in the UK's top companies. Starting from a 6.9% base Table 1 shows the slow and modest progress that has been made over the last 12 years, culminating with the current rate of 12.5% of female FTSE 100 directors.
Women now occupy just 242 of the 2,742 board seats of FTSE 350 companies. 23 Across the FTSE 250, the percentage of female held directorships now stands at just 7.8%, which equates to 154 compared to 1,812 male directorships. The call for the professionalisation of boards meant that the skills criteria for candidates increasingly focused on the need to have substantial business and board level experience. Our findings show that over time this has also evolved into a need for candidates to have had significant prior financial responsibility. We would argue that, although there is a real need for candidates to be financially literate, financial responsibility, just like sector expertise, can be taught and should not be a pre requisite for appointments. Greater emphasis should be placed on a broader mix of skills and experience.
Board size within the FTSE 100 ranges from 6 to 18 members, while FTSE 250 boards tend to be much smaller. Since Higgs, the average size of UK boards has declined. In the FTSE 100 the number of board directorships fell from 1,255 in 1999, to 1,076 in 2010. But research from Cranfield School of Management demonstrates there is no correlation between board size and gender diversity in FTSE 100 companies. With the exception of boards with eight members, at every size of board there are more boards with women on them than without. Size of board does not constrain choice when it comes to gender diversity.
The number of individuals engaged in decision-making at the highest level is further diminished by those holding multiple directorships. Figure 2 demonstrates that the majority of UK board members of FTSE 100 companies hold one directorship, but that a female board member is more likely to hold more than one directorship. If our aim is greater diversity in our boardrooms, it is important that greater representation of women in boardrooms is not achieved simply by multiplying the number of roles individual directors hold. Women on Boards | 13
Turnover
Of the 135 new appointees to FTSE 100 boards in the past year (12.5% turnover), only 18, just 13.3%, were women (Table 2) . At 13% turnover, the pace of change is very slow and it will take decades to alter significantly the percentage of women on boards, without other interventions. However, in some other countries the pace of change quickened last year. Some are in the process of introducing, or have already introduced, regulation or even legislation designed to radically increase access to the female talent pool, and demand for female talent at board level. In Australia, the Stock Exchange Securities Council has introduced gender metric reporting as part of its governance code. The aim is to achieve a significant increase in the proportion of female directors, and thereby avoid any requirement for government intervention in the form of legislation. Executive appointments are usually made for a minimum term of three years and the declining number of seats, down from 6.5 per board in 1991 to an average of 3.2 today, means that there is on average only one executive seat following the appointment of the Chief Financial Officer (CFO) and Chief Executive Officer (CEO). Within the FTSE 100 there are only six female CFOs and five CEOs. 179 women sit on the executive committees of 82 FTSE 100 companies, whilst 18 companies are without any female representation at all. This low level of female participation in the ranks of CEOs and senior executives results in the low number of executive women with board experience who can then serve as non-executive directors elsewhere.
The UK is not alone: within the top 101 US companies women comprise just 15% of executive committee members and only 7% 26 in European top 101 companies. In Asia the figure is a mere 3%.
This leaking pipeline may be partially explained by the level of female attrition from the UK workforce. Male and female graduate entry into the workforce is relatively equal. This equality is maintained at junior management positions but then suffers a marked drop at senior management levels. The reasons for this drop are complex, and relate to factors such as lack of access to flexible working arrangements, difficulties in achieving work-life balance or disillusionment at a lack of career progression. 27 It is a big and growing problem for British business, especially as demographics shift and the effect of the declining birth rate feeds into the workforce. The UK will need an additional five million highly qualified workers within the next ten years to compete globally. 28 Raising the proportion of women in the workplace to that of men would cut the gap to three million. 29 However, the wider issue of women in the workplace is beyond the scope of this Review, we would only note that firms are investing in developing talented women, only to lose them before they reach senior management levels. This pattern is illustrated below in Figure 5 . 
Barriers to success
Over the course of this review it has become clear that there are many women who are ready to serve on corporate boards, but complex barriers and challenges stand in their way.
Many consultation respondents told us that women with corporate experience were frequently overlooked for development opportunities and that there were differences in the way that men and women were mentored and sponsored, which gave men the edge over their female peers. Others cited gender behavioural traits as a key issue, whereby women tend to undervalue their own skills, achievements and experiences. Also, the relatively low number of successful female role models often compounds stereotypes and reinforces perceived difficulties in rising up the corporate ladder. Meanwhile, there is a perception that the many women in leadership positions in academia, the arts, the media, the civil service or professional services are often overlooked because they do not have specific corporate experience and Chairmen fear that they will not understand corporate issues or corporate board governance.
Our consultation found that the informal networks influential in board appointments, the lack of transparency around selection criteria and the way in which executive search firms operate, were together considered to make up a significant barrier to women reaching boards. More information about the consultation response is attached at Annex C.
Recommendations
To achieve the objective of seeing more women recruited to boardroom positions, it is evident that action needs to be taken to increase the demand for women by chairs and executive search firms but also to expand the pool of female candidates by increasing the number of women reaching the executive layer of management and the number of women leaders from outside the corporate world ready to play a role on corporate boards.
We have given careful consideration to the question of quotas -the arguments for and against; the impact they have had internationally; and the views of those consulted. Out of 2,654 responses only 11% recommended the introduction of quotas.
The European Commission is currently debating whether or not to impose quotas and legislation across European Member States. We have chosen not to recommend quotas because we believe that board appointments should be made on the basis of business needs, skills and ability. But a more focused business-led approach can increase the number of women on company boards at a much faster rate than we have seen recently.
We have developed ten recommendations to generate momentum behind, and increase focus on, this business priority:
1. All Chairmen of FTSE 350 companies should set out the percentage of women they aim to have on their boards in 2013 and 2015. FTSE 100 boards should aim for a minimum of 25% female representation by 2015 and we expect that many will achieve a higher figure. Chairmen should announce their aspirational goals within the next six months (by September 2011). Also we expect all Chief Executives to review the percentage of women they aim to have on their Executive Committees in 2013 and 2015.
Using the following rationale we believe that a minimum of 25% is achievable on FTSE 100 boards: Board target for all new appointments from March 2011 to be 2/3 male, 1/3 female, effective from the publication of this report.
On these assumptions, the pace of change would be: FTSE 250 companies are starting from a lower position and tend to have smaller boards. So the target needs to be adjusted accordingly. They should still apply the 2/3 men, 1/3 women rule to all new appointments.
These targets are considerably lower than those currently being deliberated by the European Commission and lower than those set by countries that have opted for legislation and quotas.
We believe that all boards moving to 25% female representation on boards is attainable and if this pace continues we will achieve 30% by 2020.
When we achieve 25% female representation on boards we will have doubled the current percentage in four years. This is a major milestone on a longer journey.
All companies are different. It is in their own interest to set and develop their own targets and strategies, so that they can effect the necessary change through means best suited to their own circumstances. Companies should set out in their strategies how they think the skills on their boards meet their needs.
In a talent-driven world, the composition of both executive boards and boards of directors should over time reflect more gender diversity.
Having more female executive directors will be a key way to increase the number of female directors.
2. Quoted companies should be required to disclose each year the proportion of women on the board, women in senior executive positions and female employees in the whole organisation.
The old adage "what gets measured gets done" remains true. Transparent reporting will help Chairmen and CEOs to better understand the composition of their workforces and monitor attrition rates.
The Financial Reporting Council should amend the UK Corporate
5.
6.
Enhanced Corporate Governance Statements will allow companies to pay attention to, and consider what diversity means within their own organisations. Stakeholders, both investors and customers, will be able to make informed decisions about the diversity of the company and the performance of that company in addressing the diversity challenge.
Companies should report on the matters in recommendations 1, 2 and 4.
3 in their 2012 Corporate Governance Statement whether or not the underlying regulatory changes are in place. In addition, Chairmen will be encouraged to sign a charter supporting the recommendations.
In line with the UK Corporate Governance Code provision B2.4 "A separate section of the annual report should describe the work of the nomination committee, including the process it has used in relation to board appointments", Chairmen should disclose meaningful information about the company's appointment process and how it addresses diversity in the company's Annual Report including a description of the search and nominations process.
Investors play a critical role in engaging with company boards. Therefore investors should pay close attention to recommendations 1-5 when considering company reporting and appointments to the board.
There has been much call for greater transparency in the board appointment process and the advertising of all opportunities. Following careful consideration we have decided not to recommend the advertising of all opportunities as we acknowledge that this could be cumbersome, potentially adding expense and undue process. This would result in prolonging the placement of board members and probably not make a substantial difference to the outcome for women.
We do believe, however, that there is a need for greater transparency to ensure that more women are brought into the recruitment process. Both executive search firms and company Chairmen have a part to play in this.
Higgs & Tyson found that almost half of the directors they surveyed had been recruited through personal friendships and contacts, only 4% had a formal interview and only 1% had obtained the role through answering an advertisement. 30 We found no evidence to suggest that this has changed substantially in the intervening years. The whole process of board appointments by the Nomination Committee should be more transparent and open to challenge. Therefore: 30 Balancing Boards, Opportunity Now. 2010 7.
8.
9.
10.
We encourage companies periodically to advertise non-executive board positions to encourage greater diversity in applications.
Executive search firms should draw up a Voluntary Code of Conduct addressing gender diversity and best practice which covers the relevant search criteria and processes relating to FTSE 350 board level appointments.
Written by executive search firms, the best practice code for executive search firms tasked with board level and other senior appointments will help them demonstrate their ongoing commitment to supporting diverse boards, building on and sharing good practice.
In order to achieve these recommendations, recognition and development of two different populations of women who are wellqualified to be appointed to UK boards needs to be considered:
We know that organisations invest heavily in identifying and training talented staff but that this investment does not always yield results.
There is no doubt that current initiatives aimed at allowing women to gain the necessary skills and attributes to serve on boards could be improved. Organisations should consider board internships and encourage the take-up of non-executive directorships on non-competitor boards, including public sector boards, to allow women to gain first hand experience of a board role.
Although we have not made it a formal recommendation of the report, we would ask FTSE 100 Chairmen to consider running board internship programmes for future potential non-executive directors.
This steering board will meet every six months to consider progress against these measures and will report annually with an assessment of whether sufficient progress is being made.
Annex A -International comparisons

Current picture
Concern over the lack of women in senior decision making positions appears to be endemic globally, with many countries introducing various forms of positive action, legislation or quotas.
Over the course of the last ten years, international interest in women on corporate boards has grown significantly.
In Iceland -passed a quota law in 2010 (40% from each sex by 2013) applicable to publicly owned and publicly limited companies with more than 50 employees.
Finland -from 2008 the "comply or explain" code requires that every board should have at least one man and one woman.
Countries that are considering legislation for quotas
France -has passed a bill applying a 40% quota for female directors by 2016. The quotas are for 20% within three years and 40% within six years for listed companies and 40% within nine years for non-listed companies. The sanctions for non-compliance are that nominations would be void and fees suspended for all board members.
Netherlands -proposals were made to apply a 30% quota for men and women for larger companies. Companies would have to explain any non-compliance. This requirement would expire in January 2016.
EU -European Commission Vice-President Viviane
Reding is expected to publish a Green Paper on boardroom diversity in 2011. She has made it clear that she would prefer companies to take action themselves but, if there was no progress over a certain period of time, then she is prepared to introduce targeted measures to improve the representation of women in senior positions. European Commissioner Michel Barnier is considering introducing legislative proposals in relation to women in financial service during 2011.
Countries that are taking alternative action
US -under the Dodd-Frank Act Diversity Offices will implement rules to ensure the fair inclusion and utilisation of minorities and women in all firms that do business with government agencies. The US Securities and Exchange Commission introduced a new code in December 2009, requiring the disclosure of how board nomination committees consider diversity in selecting candidates for board positions.
Canada -Quebec has legislated gender parity for the boards of its Crown corporations and is on track to have 50% female representation by December 2011.
Australia -from July 2010 reporting guidelines require companies to disclose information about the proportion of women on the board and to provide progress reports on gender objectives.
Austria -from 2009 companies must publish details of all measures taken to promote women onto management boards.
Denmark -from 2008 the "comply or explain" code requires that diversity must be taken into account in all appointments.
Germany -the Justice Minister has threatened legislation if boards do not achieve a better balance in the next 12 months.
Sweden -the "comply or explain" code requires companies to strive for gender parity on boards.
Poland -the corporate governance code recommends balanced gender representation on boards.
Various interventions are producing a range of impacts: 3. There are different stakeholder approaches to increasing the representation of women on boards: coercive measures via government intervention (e.g. Norway); liberal approaches, which rely on voluntary corporate commitment (e.g. USA, Canada); collaborative approaches, which rely upon co-operative measures across a range of public and private sector stakeholder groups (e.g. UK).
A fuller indicative global comparison is outlined in Table 3. The table is indicative only and variations in the structures of international corporate sectors mean that comparisons cannot be exact. 33 It does, however, indicate the potential need for some more co-ordinated international research to reach a deeper understanding of corporate governance in different parts of the world. Legislation was drafted giving companies until 1st January 2008 to meet the quota, with heavy sanctions including fines and possible liquidation for those who did not. In spring 2008 the Norwegian government announced full compliance, with between 560 and 600 women voted onto company boards.
There was significant opposition to this process. The Confederation of Norwegian Enterprise was concerned that increasing the number of women on boards would increase a sense of tokenism, and that good quality male board members would be ousted to make way for poorer quality women candidates. To tackle fears about a lack of suitable women to fill board positions, the Female Future programme was established, a training and networking programme where companies identified a minimum of three women candidates to take part. Of the 600 women who have successfully completed the programme, 60% have gone on to join Norwegian boards.
This success has not yet altered the fundamentals of how women progress through organisations. Non-executive director appointments account for most of the increase in representation. Quotas have not tackled the issue of women coming through their own organisation's pipeline. Women still only make up 2% of CEOs and only 10% of executive committee members. The increase in the number of women board members was partly achieved through an increase in board size, rather than replacing significant numbers of existing members. However, having balanced boards is increasingly the norm, with many companies who were outside the remit of the legislation also increasing the number of women on their boards. This progress should be set in the broader context of Norway, a country with significant state support for childcare, a progressive welfare state and generous maternity and paternity leave. Australia: "If not why not" In Australia, a "report or explain" model has been used since July 2010 to increase the numbers of women on boards. The Australian Securities Exchange's Corporate Governance Council has published guidelines and recommendations which include a call for companies to disclose the proportion of women on boards and in senior management, and to provide progress reports on gender objectives. Companies are encouraged to set up a committee for devising strategies to address gender diversity, consider diversity in succession planning and regularly review the ratio of women to men at all levels of an organisation. Targets were also set by the Women on Boards and Chartered Secretaries Australia (CSA), of 25% representation of women by 2012 and 40% by 2015.
Boards will also be encouraged to disclose the mix of skills they are looking for in their membership Companies do not have to adopt the changes, but have to explain that decision in their annual report.
In addition, a range of initiatives have been undertaken to ensure that women are ready to take up board positions, with the Australian Institute of Company Directors championing the work.
Since the changes were announced, women have made up 27% of all new board appointments, in contrast to 5% within the same timeframe of 2009. It is too early to assess the full impact of the changes, as the new code only came fully into force in January 2011, but it does appear that the threat of quotas, should the voluntary approach be ineffective, has also had an impact on behaviour.
During the course of this review an extensive consultation was undertaken with a wide variety of stakeholders and interested parties. An online call for evidence received 2,654 individual responses. In addition a large number of in-depth responses were submitted direct. This input has been invaluable in helping to understand the wide range of issues that affect women and hinder their progress up the corporate ladder and has resulted in a wealth of ideas and suggestions.
As the questions were open-ended to encourage input, responses were analysed twice, firstly to draw out the key themes and secondly to drill down into these themes.
Who responded
Most of the responses to the online questionnaire (88%) were from women. Of these respondents 25% currently sit on a board, with 12% as current executive directors, 12% as non-executive directors and 4% as Chairmen. 87% of the responses were from individuals, with 10% responding from a range of organisations including listed companies (26%), unlisted companies (14%), investor or investment managers, NGOs, public sector organisations and organisations that represent businesses.
Issues
Organisations that responded to the consultation told us that they believed the most significant problem posed by lack of gender diversity was that there were too few senior women to act as role models and mentors (8%). This implies a circular challenge, in which a lack of senior women means a lack of role models, which perpetuates the problem. Other problems raised were higher staff turnover, poor decision-making processes, lack of collaboration and team work, old fashioned work practices and a lack of qualified or senior people at top levels.
Current actions
One of the most common actions organisations were taking to tackle the issues they faced was trying to create more role models. Other steps included training and networking opportunities for women and for others within the organisation to develop awareness of issues such as unconscious bias.
As for the actions individuals were taking to tackle issues they faced due to gender diversity, some responses were predictable e.g. 9% of respondents from listed companies said they worked harder or gained more experience; and 8% said they sought training, coaching or mentoring. However, 8% of women said they chose to leave the company or start a new career. Only 1% of men gave this answer. Looking at the key themes cited by respondents as barriers causing women to be under-represented in the boardroom, attitude was referred to by 30% with bias, prejudice or stereotypical behaviour being the top factor. This was cited by 8% of men and 10% of women. 13% of responses from listed companies cited this as did 28% of respondents from the investment community. A second theme around the work environment was also cited by 30% of respondents. Other themes that emerged from the responses included career advancement, cited by 22% of respondents due to issues such as too few opportunities for advancement or professional development or a lack of encouragement or support. Finally, 18% of respondents described issues around recruitment, including the likelihood of men recruiting men, or of people recruiting in their own image. Drilling down at a more detailed level into responses around the barriers causing women to be under-represented in the boardroom reveals two further barriers. The first revolves around work-life balance particularly around maternity leave and the second is around the male cultural environment and absences of female networks. When asked if gender diversity has caused any particular problems for organisations 8% of respondents cite the absence of female role models, suggesting a vicious circle where the absence of female role models itself stands in the way of gender diversity.
Graph 6:
Q. Has gender diversity caused any particular problems for you?
45% of respondents did not respond to this question, but those who did cited a lack of opportunities, issues around maintaining a successful work/life balance and a lack of role models as being the main problems.
Graph 7:
Q. What steps has your organisation taken to overcome issues relating to gender diversity? 62% of respondents did not respond to this question but those who did cited the introduction of the following initiatives to overcome the particular barriers. While individuals tried to step up their game by working harder, up-skilling and developing stronger networks, the top solution to overcoming gender barriers cited by 8% of respondents was to resign.
Graph 9:
Q. What actions might be taken to achieve recruitment of women to the boardroom? High level themes.
A range of actions was suggested in response to this question. The main recommendation cited by 19% of respondents was around the legal changes that government could make, including introducing quotas for women on boards or other legislative suggestions. It was also suggested that diversity numbers should be reported or published, or a "comply or explain" policy be introduced.
Another set of actions suggested by 16% of respondents was around recruitment processes. These included increasing transparency and broadening the skills and experiences understood as necessary to serve as an effective board member.
16% of responses mentioned training and education, including shadowing and mentoring. 15% of respondents made reference to a range of career development, including encouragement and support for women, promoting role models, acknowledging achievement and action to overcome the issue of career breaks. Further actions were suggested around publicity and promotion, raising awareness of the importance of Upon further analysis the key solutions posed focused on more training opportunities for women, more open and transparent recruiting processes and flexible working options, together with the introduction of quotas.
Conclusions
The two key issues running throughout the consultation responses were:
• A lack of flexibility around work/life balance particularly around maternity leave and young families • The perception of a traditional male cultural environment, the old boys network and a lack of networking opportunities for women
Many of the problems raised, and solutions suggested, were based around improving the pipeline of women coming up through companies. Providing role models, education and training and flexible working are all solutions that would encourage women to serve on corporate boards, having gained experience, expertise and profile. The responses also highlight the importance of dealing with barriers around organisational culture and unconscious bias. Many more women than men report they have dealt with gender-based barriers by leaving employers or changing careers. This implies that talent will move to companies who are better at encouraging gender diversity. A number of contributors to the review felt that quotas, or some other form of legal mechanism, were a route to achieving change. Others suggested aspirational targets or incentivebased approaches.
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